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sprofecsional Developm2at:

In a previous issue, r2cant thinkinjy and activity on
Realization of the nzed

40 jwscove the preparation of aijher education adsinistrators goz2s
ba-k saveral decades. Bven today many individuals coce to thise
positions with limited trairing and perhaps no administrativa

axprris=nce.

ghile first-hand

cxperience may be the best vay td> J]2arn

alsinistration ir the loug run, trial-and-error learnming alon2 can b2
exp>nsive and inefficient both for the employee an3 for the
institation. Professional development prograss have 2volved
roticezbly in the last decade, and a risber of regional anmd national
hijh2r =dncation associations and institutions hav: sponsorel sajor
efforts. Aowever, these prograss do not meet all the needs of
posts2-oniary education. Nften neglect23 in administrator trainiag
are the departma2nt chairmen, who remaii the essential link betwe2n
fa-alty and administration ia sost {institutions. what might b2 vary
us=2ful i{s som2 major natioakl service that would h2lp clarify,

cosriirace,

consolidate,

isprove, and 2zpand on f(but not contrdl) th2

pr2sa2nt varied professional developmen: alternatives. (Author/aS?)
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o THE EVALUATION AND DEVELOPMENT OF COLLEGE
-~ AND UNIVERSITY ADMINISTRATORS., PART TWO:

7“ PROFESSIONAL DEVELOPMENT OF ADMINISTRATORS
a Charles F. Fisher

~  Leducti .

2

the recent thinking and actwity regarding the evaluation of admin-
MMWM(Fsba.MIW?).ﬂﬁsmMH
look at the other side of the coin—the professional developmerit of
mhyudmﬁaﬂymm.hmrmﬂue\alu-
madmbuwummmm\gmand
have as their common goal the enhancing of the personal and
professional growth and development of the individual and his
orhaa&u’tistﬂmpaionmxceasﬂwrﬁhﬂestothzoveraﬂ
ellective operation of the educational enterprise.

Realization of the need to improve the preparaton and training
dmema&ninif-uaasgoesbacksevemldecades(see
Bawer (1954). Boiman (1964). Henderson {1970). Knapp (1969).
" Mansex {1976). and Schultz {1968) Even today college and univer-
sﬂa&zmwpaﬁcuhdythosewhoaeseleaedpﬂmﬂy
on the basis of “scholarly™ qualifications. often come to their posts
with imited training and perhaps no admunistrative experience.
Ther awareress of the need for orienitation in ther new positions
imwwacme.aswidencedmmnyoftheappmns
bthhCoﬂegeandLhmﬂmenisﬂdus.sponsaed
b'ythc,mnCouncﬂonﬁdum.Sanedtheamdeﬁesand
problems encountered by new presidents. as reported by Kauffman
{1977). bear further witness to this: And the newcomers are not
alone. Evep expenenced admunistrators are keenly aware of the
need for prolessional “renewal ™

Guoss (1977) identihes several factors that “compe! admimistra:

tors 10 consider new approaches (o professional growth™
O ® A new sense of management accountabiity or stewardship.

Omdcdmngnm&yofadmnmamduezohsgtmeduca
fion’s economsc depression

¢ The growth and impact of faculy development programs

o The inherent relationship between admanistrator evaluation

;Ranchcm'medbyWERlCCleamghouﬂmHWEd
woation, The George Washington Unuevsay, Washington. D C The matenal
hﬁwumdpm'mlwammmw
Edhcason, US WOIM,WMWMM

E

tn the March issue of Research Currenss we explored some of *

-# The necessity of administrator renewal for continuing institu-

. “wcmhmdwwwdadop(mpmgmlothe
body of knowledge about administrative theory and practice.

o The relief and renewaPit can bring to meeting day-to-day ad--
minstrative pPressures. - . - )

Richardson {1975). Lindquist (1977). and others stress the essen:
wrmmgmmmmam
and that of the organization itseif.

Professigaal Development of Administraters

Whether determined through self-assessment. an informal evalu-
anbnproceis.orasmmtedappm'sdmmerepmbabuare
ateasofpro{essionalandpersonaldevelopmemm;obimpmue-
ment needed for virtually every college and university adminis-
trator. (There are many testimonies to this. and recent research
conducted by the University Counil for Educational Administration
oﬂe!ssuppaﬁngeu'dence(seeEdAudsmdPum(W?&).mis
rnid'!beduepﬁmariytoaneedlokeepabreastofnewandcom-
plexhighereducaﬁoniemﬂ\ahavehnpﬁcuionsfaadrm&ra-'
tive role responsibiliues and opportunities (legislation. regulation
enforcement. collective bargaining, student needs. and EEO); i
mighbedxeneedfaupddingmlfhpaﬂiwlarmdad-
ministrative concern (personnel policies, trustee relations,. cusicu-
lum development, planning and budgeting. fundraising. student
services.andlegalisstns);lnﬁdﬁabbeaneed.paﬁcularbh
the case of novice administrators, for specific role guidelines (duties.
authority. and responsibility) and the development of individual
skills. siyles. and operating strategies relating to organizational
behavior. interpersonal relations. communications, leadership
methods, decision-making, effecting change. time management. and
ddegaion.ﬁnaliy.umidiweltrmscendthecogmmeaspedsd
leamingandreﬂectmeohen»negemddlecﬁwdm\ainmdrhe
need for personal grouth and renewal.

Milea‘ist»ha\dmriencemayhdwbeawaytolemadﬂﬁn
istration in the long run. trial-and-error learning alone can be very
expensbwmdindﬁdembahlorﬂnadminmtmmrmdthemw»
tution. Leumngd\escia'\ceandanofadfmmsuationshseﬂa
continuous process. that can most effectively be accomplished by
complementing on-the-job experience with professional develop-
ment activities creatively | or selected to meet the specific
needs of the individual (Fisher (1973). pp. 1545, Gaff et al (1377).
Knapp i1969), Ryan (1976)). Such activities may range from in-
formz! professional reading and institution sponsored seminars or
internships to release time for study and travel, including wsits to
other campuses or participation in more formal, national programs.
The admimstratorleaner may be anyone from the department
chawpersmtothebresadent.andhemshcmaybemtoadmin-
istration or be long expenenced.

External Oppertunities for Administrater Development
Existing opportunities for administrator developmett today are
fairly prevalent One need only glance at the penodc calendar of

Charles F Fisher s dwertor of the Institute for College and Urwersity Ad
mwnatrators. Amencan Council on Education




mmmddnaruweoifﬁg'u&t'uhm:o
realize the extent of national and regional offerings, both in raumber
of programs (typically about 60 per month) and in he amay of
- topics covered. (The Chvonicle also now has begun to publish tie

'WM)AWMMO‘“%-
- naws, workshops. conferences and internships™ available each year
B_MhAGlx'ietonofasiorml,DatdopmemOppa'mni-
by the American Council on Education (Galloway and Ficher). The
lmeﬁondsaﬁaﬂlmspamedby%diﬁam
osganizations and associations.

R is evident from the Chronicle (1977), the Guide (1977). and
offerings range from a few days to a week in duration, and that the
dmwogmmtmdtobedmuﬁchnme.basingona
Qmrent issue or major administrative problem. Some, programs arc
more constituency oriented, corcentrating on the role of a particu-
lar administrator as # relates both to basic concerns and adminis-
trative problem-solving. An increasing number of programs empha-
szetheteanaqxoad:mmstmma\aldecsonmahng and
encourage the attendance of several administrators from each
participating institution. Enroliment in the majonty of these con-
fevences is open to must administrators. though perhaps with
prederence given to the sonsoring organization’s own membership.
Some of the offerings réquire candidate appiication and limit par-
ticipation to a certain number. with a few of the p.ograms open
only to particular administrator categories.

There are. of course, tradeoffs with regard to the udvamages and
benefits of various workshops. seminars, institutes and other pro-
fessional development opportunities. Due to increasingly limited
budgets. not to mention precious administrator time. activities must
be selected that would appear 1o address the individual's most
significant needs meaninglully and within one’s own cost and nme
constraints. Major considerations wouid include program breadth
.versus depth. cumiculum design. resourze personnel, scheduling,
group size and composition, leaming environment, geographic
location. and sponsor(s). .

Prodessional development programs for administrators have
gdue in part 10 the realization that there is a continuously expanding
body of knowledge and. as Zoffer (1976, p. 7) suggests, an emerg:
ing “definable set of responsibilities requiring a definable set of
administrative skills™ for the leadership of our institutions of higher
learning Short-term programs. in particular, have been established
in the belief that # just may be possible to telescope relevant leam-
ing experiences. enihance conceptual skills and decision-making

. techniques. impart sound administrative principles. policies. and

procedures: relate administrative theory to successful practice; and.

in the final analsis, accelevate job effectveness (Fisher. 1973).

The earliept of the major national inservice professional develop:
ment prograrms founded on these tenets was the Institute for Col-
bege and University Administrators (ICUA). Established at Han
University 1955 the Institute became affiliated with the American
Council on Education in 1965 and expanded its program offetings
By 1976, some 5,000 administrators from 1.200 colleges and uni:
versities had participated in its various week-long institutes. most of
which have been intensive orientation programs for recently-
appanted presidents, vice presidents, deans. business officers. or
stude.t personnel administrators. Drawing upon program leader-
ship -nstionuide, the institute uses a variety of teaching/leaming

EY

In recent years a number of national and regional highey educa-
tion associations have established or expanded profesSional devel
wmhﬁ&mmToMmd

learning

Institute for Educational Managernent (IEM) 22 Harvard :
This six-week summer offering, initiated in 1970, dro¥s mostly on
Harwdraancsandmna:ijmdlecase—study“‘ethod,sup
plemented by other techniques. to provide a compreD®Nsive cover-
age of institutional management approaches for about 120 admin-
istrators each year (Harvard University, IEM, 1977) Two more
recent summer offerings are the University of Wrconsin's six.aeek
Institute for Administrative Advancemnent and she three-week Sum-
mer Institute for Women in Higher Education AdminiStragion. co-
sponsored by Bryn Maur College and Higher Education Resource
Services {HERS). Both programs. like IEM's, are desighed around
minicourses and administrative problem-solving tasks.

Available for those who have administrative potential but are
notyelinnu;orleadeishipposiﬁommawnbudw}y.
regionally, and statewide, consortium. and even institutionally-
s, 1sored intemship programs. An intemship experience’ while
time-consuming and very possibly expensive, has the Unique ad-
vantage of bringing the individual. undler the guidance of a mentor.
into direct contact vith reaiity wherz he or she is free o study.
observe. and leam unencumbered by the responsibilities and con-
straints of a specific job commitment (Dobbins and Stauffer (1972).
Fisher (1973). Such an opportunity represents what May be the
ideal balance between experience and studu—the juncture where,
according to many educational philosop'-ers, the MOSt effective
leaming takes place. Perhaps the best known -ational Program of
this nature is the American Council on E4: ation's Fellows Pro-
gram in Academic Administration {founced in 1965 25 the Aca
demic Administration Internship Program). which provides a year-
Jong on campus learning experience for 40 promising Candidates

: exch year.

" Adminstrators who have participated in national ad regional
professionai development programs often report that they have
returned to their posts excited about using the ideas they have
acquired. For some. however. it is here that an unfortunate paradox
occurs. for if they alone have been the benefaciors of a Pfofessinnal
renewal experience, their enthusiasm can readily turn 10 frustration
i their institution does not offer that climate of receptivity to change
and improvement ncrmally engendered by an ongoind brogram
of inhouse staff deve!zpment.

Inhouse Staff Development Activities

While numerous national and regional professional development
opportunities exist. they obviously do not meet all of the needs of
American postsecondary education. Some programs May be too
expensive. too time demanding, too geographicalk remOte. or not
pertinent enough to the immediate staff training needs of a par.
ticular institution at this point i its historical evolution. MOre (o the
point. there are some personnel development objectves that can

‘S
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be achieved only within the local setting More and more colleges
implementing their own inhouse professional development pro-
cams. .

During the past two years the American Council on Educaticn’s
Office of Leadership Development in Higher Education surveyed
. the approximately 1300 ACE member institutions to get an esti-
mate of the nature and extent of such activities. The findings. in-
chuded in a supplement (Section X) to both the 1976 and 1977
editions of A Guide to Professional Develooment Opportunities for
Coliege and {miversity Administrators. revealed that by 1976 at
hslmuiegaandwmsmahadsomeformohmww
- professiznal development program for their administrative staff
members that also frequemly involved faculty. Most of these were
institutionall; initiated and focused. though several were sponsored .
by consortia or statewide systems. Activities ranged from workshops
and seminars 10 retreats 1o internships. some relatively brief. others
qQuite exsensive and periodic. Topics rariged from role orientation to
‘current institutional concerns. masiagement by obsectives. time and
resource management. and general higher education issues.

Certainly this is an auspicious beginning. and it might be appro- -
priate to assume that perhaps several hundred additional campuses
are providing similar types of developmental activities for their
- administrative staffs. Nonetheless. it would appear that there are
still many institutions that have yet 10 even identify. their staff needs.
not to mention @pilore the opportunities for their professional and
personal development. The process should begin at or near home.
and the resuinng efforts need not be expensive. By using pnmaniy
local resources and a little ingenuity. some significant learning and
prolessional growth activities could be implemented. including
occasional informal staff seminars and inter-office “mini” intern
ships. Realit-based materials. bibliographies. and vanous teaching
and leaming approaches for both content areas and genenc proc:
esses could be ed from existing programs. Peer learning. as
aways, would be an essential ingredient. The focfis would not
dwell on just the present. but also on emerging concerns and.op
portuniies. And. as with any program. there would be provisfons
for evaluation and subsequent improvement of the developmental
process.

Often neglected in our deliberations about administrator develop
ment is the depanment chdirperson. who. despite his or her fre-
quent “identity crisis” these days. remains the significant and essen
dal link between the faculty and adrmunistration at most insttutions
of higher leaming. (There are increasing references to this. mnclud
ing Booth (1977). Roach {1976). and Shiogren (1977). A number
of workshops for department chairpersons have been offered dur
ing the past decade by both national and reg...1al education asso
ciations, including some disaplinary societies. but the enormity of
the need is overwhelming Appropnately. a few consortia and some
state systems. such as California. Flonda. and New York. have
begun their own departmenta! leadership development programs
And at least one major university is planning to offer a one to
two-week national “Institute for Departmnent Chairpersons™ in the
summer of 1978. However. in the final analysis the major respon
gibility in this area must rest with individual institutions — not ¢nly
because of the crucial role {Roach estimates that 80 percent ot all
administyative decisions take place at the departmental level). but
also, as Booth inglicates, a program of professional growth for chair
persons is heiping to develop future auministrative leadership for
our colleges and universities. ¢

-

Oux Casvent State and Future Prospects

> Many significant national. regional. and even institutional leader-
ship development opportunities are available today. But generally
there is much more that could and should be done. The respon-
siveness and accompanying budget provision of institutions is the
sine qua non of the admunistrative effectiveness and leadership for
every. college and university of our era. The major hurdles of cost.
time. and effort must be overcome befose we painfully discover
that ~administrators in great numbers are too busy to save them-
selves (and their institutions) from the futwre” (Zofer 1976. p. 10).

One of the problems that becomes eviderd to th: admunistrator
seeking professional grouth and the college or uniiersity that ap-
preciates the need for staff development is that of inteligently
dentifiing the most appropriate and desirable alternatives (Ryan.
1976). Empirical evaluations of most existing programs are lacking,
and the psychic. performance. and career benefits are usually
based on informal feedback. It also appears that there is some
confusing duplication of effort.. while at the same time there are
other areas of neglected administrative development options
to meet the specific needs of those who have just assumed. or are
about to assume. positions of major leadership responsibility. :

What might be very useful to higher education’s professional
development efforts is sorne major national sefvice that would help
clanfy. coordinate. consolidate. improv *. and expand on (but not
control) the present varied alternatives. Perhaps we should take our
lead from industry and government and establish a National Aca-
demy for Leadership Development in Postsecondary Education
(Fisher. April 1977). Properly concened. endorsed. financed. and
implernented. the academy could offer a multisenice professional
deveiopment program and also serve as a major residential confer-
encelearning center. t would be separately incorporated with its
own trustees representative of higher education’s leadership.

The academy would offer its own programs and assist those
cosponsored by outside organizations for their own constituencies.
The academy’'s actmities might build on Parkinson's concept of the
“academic staff college™ (1970. pp. 2-4) and Mauer's “academy for
higher education admunistrators”™ (1976. pp. 244 48). and would
include provisions for consultation, training, and relevant. future:
onented research. lIts curmiculum might consist of a variety of short:
term module courses using vanous teaching and learning ap
proaches. including the case study method. s faculty also avail
able to wisiting groups. would be compnsed of a wsiting staff of na-
tonal educators. scholars. expenenced administrators. and other
experts. each in residence for-vanous lengths of nme. As part of
its vaned resources. it might also use the services of a domestic
version of the International. Executrve Service Corps (Second
Career Volunteers)

The academy’'s offerings would provide an alternative leaming
opportruty that would go beyond the capacity of one shot. short:
term seminars. workshops, and institutes. but far short of the re
guirements in time, cost. and hurdles of gradu.ic degree programs.
Indeed. the majonty of “students” would nrobably be those who
had completed ther graduate <tudies and are pow assuming. or
are on the verge of assuming. positions of adminstrative or govern-
ing board responsibility  Other participants would be experienced
administrators in search of renewal or recent knowledge in par
ticular areas. In any event. the flexible course and service options
would enable the indivdual to fashion a leaming expenence ex-
tending amywhere . om perhaps a week to several months. Jepend
mng on tis or her own specific profexsional development needs
The prospects for EEQ: affirmative action opportunities alone are
worthy of deliberation.

4



i), the day of a naional academy is not just around the comer.
In the interim, higher education must not lose sight of its responsi- -

by 30 enme the very best and administrative perform-
mwabmdm Present opportunities

P hmﬂwmmmawm
" _ al and regional levels but they can only complement the programs
" of indiidesal instiastions. The realization and the intiative, as many

» mwmmam N

:mm;ﬁmdwmw

“adeministrators is, or should be, an integral and interrelated. ongoing
process #o benefit the personal and professional growth of the
7 individual and his or her administrative performance as it contrib-
utes 10 the overall effective operation of the educational institution.
No longer do we simply have the task of “maintaining the system™
hmmwwmaﬁadwbe resc-

tive™; they must take the initiative by being “proactive”™ in develop- |

b\gMamhwunrmaxdmhdplngtUslnpeMwn
destinies.

Administrator evaluation has had its advent in higher education
during the past few years, but it is still in its infancy. “s appropriate-
ness and potential benefits have yet to be realized or even con-
sidered by most colleges and universities. The other side of the
coin—staff development—is more advanced, but the concept is
still not fudy appreciated, nor are all the opportunities explored or
developed. In this day and age. the college, university, or statewide
- development, including administrators. is deluding itself. The re-
sponsibilily is intrinsic to the very concept, purpose, and mission of
American higher education ...and, in the final analysis. to the
viabiliey of its institutions.

The implications of this for postsecondary education are self-
ovident. While progress at all levels is tentatively encouraging.
many of our most vital needs and opportunities for development
are not being approachcd, let alone realized. An institutiors"of high-
#- learning that has a program of administrative staff evaluation
and development is demonstrating not only that it has concem for
is leadership personnel and their development and job effective:
ness, but also that it is taking the initiative
proving its own standards of performance.
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